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Inspector General 1 Decemrer 1553
Orgenisation and ¥ethods Service

Study of Work Meagurement in Pasic Intelligence Tivigion, Nffice of
Research and Raports

REF ¢ Your memorantdum, ¢ated 17 November 1953

1. Ae requested im your memorandum, we have stucied the vork
measurement techniques used in the Zditorisl Branch of Fesic Intel-
ligense Divimion/RF. Interviews wers conducted with ¥r. 25X1A9a

25X1A9a  the Division Chief; rr. I, iditorial Branch Chief; dr. » 25X1A%
25X1A9a Chief of ORR Administystioa; ¥r. N of the Comptroller's
Fudget Division, and with variocus B personnel, including two of
the editors. In addition, the following materials have been re-
viewed: BID bucgsts for fiscal years 195L and 1955; ¥ID monthiy
reports} ststistical records maintained st Division and Branch
level, and records maintaiped by the editors.

2. The essential elepents of a work measursment system in-
clude standard work units #nd standard time units which provide for
norms against which productivity cen be measured by using a retio
of volume time spent; and & formal recorc-keeping snd summary re-
porting system which provite comparative data relating to the -er-
formance of employces or groups of employees. Cuch reports can
be used in budgeting, in esxployee evaluation, in proeedurss im-
provement, eto,

3, In terms of the gbove no %omnm vwork measurement systen
existe in the Bditorial Erench of Rasic Tntelligemce Division, mor
is there evidencs that such a system was intended. There are no
standerd work units or time unite, snd it is doubtful that such
units could be established ia view of the present functions of the
Pranah. The Prapeh is remponsible for evelusting the quality of
sections of the Nationsl Intelligence Survey contributed by IAC
members, in terms of intelligence value, acouracy of facte, adecuacy
of resesrch, editorial correctness, e*c. Such avalustions are
purely subjective; they sre besed upon the knowledge and experlence
of the editors. Each NI mettion ip different from other sections,
in langth, in contert, in quality and in editorial correctnese.

The time required to edit sections will slwsys vary, sither hecause
of langth or because of content.

There is no swmmary reporting of the relative efficiuncy
of personnel or units, nor are records maintained with the objective
of applying them to such reports. Certaln records are raintained
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in the Division end in the Wpanch, tut thelr work mopsurement value
is questiomsble. ~hey include:

a. A page ocount. This i made by the secrotary to the
Editorial ﬁ% Thie? before editore see the material. It
consists of counting eae: page of an incomlng section of the
NIS, and resording this figure on a 3*® x ¢ osrd, together

with the sestion and dhgpter musher and the editor’'s name.

This could is not ipdicetive of sn editor's produstivity.

Zsch page of graphics of statisticsl materisl is sounted ze

one page, and each partiasl or half page is counted as one

page. Since no commt is mede after editing, the page count
recorded in the Pranch fhief's office will te frequently in-
accurste, It does mot taks imto sccount pages edded or

deloetsd during editing, It does not distinguish pages edited
fron pages published, and it does not distinguish simple pagee
from pages of complex meterial. There is no evidence that

the page count figure hes ever beem used for evelusting employee
production efficiency, for budgeting or for any of the norssl
uses of work mcapuremert, data.

b. A man~hour _u% . This is made by the indivicusl
editor ca & e dsy besie, as he works on 2 gection. The
figure includes only full cays or half-cays, and coes not
take into sccount time spent on work other than editing & par-
ticular section. This informstion is recerded on the 3¢ x &¥
cerds mentioned in a. dhove. Tt is broken down into hours hy
& simple division by elzht. tyviously, such date 1s inederuate
for precise memsurexenis of exployee productivity. The man-
hours figure has, appatently, not besen used for any report or
evalustion of productivity.

c. A count of sstions regeived, This count is mede by
the Pivision Chlel's sfmﬁi"}' aad 18 presented in hudret os-
timates snd in momthly PIT reperte. 1t sppears that this is
the only data used to nessure productivity of the Hditorisl
Branch, and it does not refer to employee performance.

d. A re | of Shte Ratd ass! . After an
editor has cowp B wOr 8 en of the NI, he
assigns a Cstegory Fating - Cetegory I, IT or ITI - which is
an indication of his opimion comcerning the cuality of the
seotion completed, 4 Category I mection is one whieh fully
satisfiez “the fundapentsl requirements of a well-prepared and
well-goordinsted basio intslligence study, inclucding pueh
essentisls as scund repearch, clesr presentation, snd substan-
tive sdequacy®. Z Categery 17 section is one whish, with
reasonsble editorisl support, will satisfy minimus RIT sten-
dards., A Category ITT seetion will not satisfy minimum HI
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stendards without major revisien. 7 ections with lower Catsgory
Hatings will normslly require more editorial work.

The assigment of these Catsgory Ratings is pursly
subjective, being based upen the aditer's aralysis of the sec-
tien, sinos he mmst determine whether a section is based upen
ngound research”, and ulsther it has "substantive adequacy”,
ete. Esch month, the Cstegory Hatings sssigned dwring thaet
month are discussed at 4 meeting of all editors with ¥r. I 25X1A%
in opder to determine whether thare sre any disagreemente.
The editors interviewsd have indicated that therc are few d's-
agresments om Catogory fatings. A record of the Category
Rating assigned Wiy an efltor to s svotion is madc on the 3" x
Sn ourd memticnad above when the completed section is returned
vo the Editorial Tranch Chief., A sumeary repert of Category
Ratings is disseminated to the comtributing TAC agencles.
"here is no indication ¢f & use of Category Ratings in sny ve-
port of employee wocuetivity.

L. The records maintsired by RIT can not be used to measurs
sccurately the production efficiensy of imdividual employees or of
25X1A9a groups of employses., r. HEEEEN, the Chief of Zditorisl ¥ranch,
has stated that such figures are rerely referred %o, and that in
evalusting an wnployee's performance, they can serve only ss a gulde,
Ko Rranch-wide or Division-wide policy regarding the applicstion
of these data to neasurs uction efficlency has besn promulgsted.
25X1A9a vr. I hes otsted that they zre ured to evaluate an employec's
performsnce only in the ahserce of other tangidle evidence. Tt ic
obvicus, however, that even puch an spplieation is primarily sub-
jective and must take into account non~-measursble factors.

25X1A9a
25X1A9a
. .
Organizstion & Methods Exsminer Aoting Menagement Offlicer
0&M/RLB:ee (1 December 1953,
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